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EXECUTIVE  SUMMARY 


PURPOSE*  The  ourpose  of  this  report,  "Tactical  Unit  Financial 
Management,"  is  to  familiarize  commanders  with  the  many  diverse 
aspects  of  battalion  and  brigade  level  financial  management. 


DISCUSSION*  Tactical  unit  commanders  in  the  Armv  todav  face  manv 
challenges  and  opportunities.  One  area  of  critical  interest  to 
all  new  commanders  is  financial  management.  Commanders  are  often 
concerned  they  will  not  receive  sufficient  mission  funding  or  they 
will  not  be  able  to  adequately  control  their  funds.  Virtually 
every  commander  surveyed  expressed  the  feeling  that  his  knowledge 
and  experience  in  the  area  of  financial  management  is  often 
limited  and  insufficient  to  meet  the  responsibilities  of  command. 
This  report  is  a  simple  guide,  written  using  nontechnical  words, 
to  assist  commanders  in  managing  the  Tactical  Unit  Financial 
Management  Cycle. 
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PROBLEM 


Tactical  unit  -financial  management  represents  a  significant 
challenge  to  both  the  battalion  and  brigade  commander.  Rarely 
does  a  commander  in  today's  Army  find  that  he  has  been  provided 
with  sufficient  financial  resources  to  accomplish  both  mission  and 
training  requirements.  Quite  the  opposite  is  true.  Training 
funds  as  a  percentage  of  total  Army  operation  and  maintenance 
funds  continue  to  decline  from  FY  82  at  327.,  FY  83  at  397.,  FY  84 
at  37%,  to  FY  85  projected  at  297..  <li57) 

In  the  execution  of  a  tactical  unit  financial  management 
program,  the  commander  will  find  that  he  exercises  a  great  deal  of 
control  over  many  internal  factors.  For  example,  the  commander 
can  often  determine  both  the  level  to  which  the  unit  is  trained 
and  how  to  conduct  the  training.  The  commander's  philosophy  on 
supply  and  maintenance  are  directly  proportional  to  supply  and 
maintenance  cost  for  the  unit.  And  finally,  the  commander  often 
has  significant  latitude  in  the  performance  of  garrison  support 
requirements. 

At  the  same  time.  the  commander  will  often  find  many 
external  factors  which  also  impact  on  execution  of  the  tactical 
unit  financial  management  program.  These  external  factors  include 
congressional  decisions,  force  modernization,  and  other  decisions 


1 


made  at  t!i» 


ma  or 


cornu  and  o' 


j  i  •% ':  a  a  i  at  x  on  wh  i  c  h  at  f  *?c  t 


-financial  oanaqeffsent.  for  example  ,  at  midyear  FY  P3  Congress  made 
the  decision  to  reprogram  £2.5  billion  -front  the  Operation  arid 
Maintenance  acprop'i ati on  to  the  Research  and  Development 
approprifltion.  "This  decision  bad  a  devastat  i  nu  impact  on 

financial  management  within  all  tactical  units,  Many  units  had  *o 
significant!  v  reduce  or  curtail  training.  Wi  ..  .h  the  glut  of  force 
modernization  funds  flowing  into  the  system,  commanders  have  to, 
and  must  continue  to  ensure  the  prooer  use  of  these  funds.  And 
finally,  I1AC0M  '  s  will  often  make  decisions  regarding  raprogr  tv-mi  nq 
of  funds  which  impact  on  tacfci _aJ  unit  commanders.  For  example,  a 
MACC.M  might  reprogram  funds  from  training  to  pay  base  operation 
uti 1 i ty  coat . 

This  paper,  the  contents  of  which  are  based  on  practical 
experience  as  a  comptroUe'-,  will  suggest  management  techniques  to 
''cntrol  the  internal  factors  and  to  minimize  the  f  mpact  of  those 
external  *  actors  effecting  f ho  commander's  financial  management 

program.  «rr»cif  i  »•*»!  *.  v  »  <  t  si  1 3  dr-cusc  the  tactical  uni  t 

financial  management  cycle  and  assoc  l  ated  management,  techniques. 


FINANCIAI _  MANAGEMENT  CYCLE 


MANAGEMENT  techniques 

PHASE 

TIME  PERIOD 

COMMAND  DECISION 

TRAINING/BUDGET  GUIDANCE 

MARCH 

BBAC  * 

BUDGET  FORMULATION 

APRIL 

COMMAND  REVIEW 

RECEIPT  OF  FUNDS 

OCTOBER 

TUFM IS  ** 

QUARTERLY  EXPENDITURE  PLAN 

OCTOBER 

UFR  LIST  *** 

UNIT  EXECUTION 

OCT-SEP 

DECREMENT  LIST 

*  BBAC-BATTALION  BUDGET  ADVISORY  COMMITTEE 
**  TUFM I S-T ACT I CAL  UNIT  FINANCIAL  MANAGEMENT  SYSTEM 
***  UFR-UNF I NANCED  REQUIREMENTS  LIST 


FIGURE  1 


2  A 


TRAINING  AND  BUDGET  GUIDANCE 


Receipt  of  training  and  budget  guidance  in  March  -formally 
begins  the  tactical  unit  financial  management  cycle.  It  is 
important  to  point  out  that  although  this  guidance  is  published  in 
March  for  the  following  fiscal  year  which  begins  in  October,  the 
commander  may  begin  to  identify  and  plan  training  requirements  as 
early  as  January.  By  planning  early  the  commander  will  have 
sufficient  time  to  develop,  plan,  and  review  total  requirements. 

The  Army  has  published  training  and  budget  guidance  for  many 
years,  but  only  recently  have  they  done  a  batter  job  of  tying 
together  these  two  important  documents.  The  training  and  budget 
guidance  is  based  on  input  from  the  6-3  (division  operations) ,  the 
G-4  (division  logistics),  and  the  division  financial  management 
officer  (DFMO) .  This  guidance  reflects  information  extracted  from 
the  major  command  (MACOM)  budget  manpower  guidance  and  the 
division  long  range  training  plan. 

The  training  and  budget  guidance  provides  the  commander  with 
<1)  minimum  essential  (required)  training,  (2)  funding  guidance, 
and  (3)  budget  submission  instructions.  The  minimal  essential 
training  will  include  all  required  or  directed  unit  training.  The 
brigade  and  battalion  commanders  will  probably  want  to  include 
their  training  requirements  in  this  guidance.  The  installation 
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■funding  guidance  may  require  the  budget  to  be  preoared  either 
constrained  (and  contain  a  budget  target)  or  an  unconstrained 
budget  may  be  prepared.  If  the  funding  guidance  is  constrained, 
funding  levels  will  also  be  provided  in  the  guidance.  The  budget 
submission  instructions  will  include  technical  details  for  budget 
preparation,  formating  instructions,  time  scheduling,  and  costing 
methodol ogy . 

Training  and  budget  guidance  is  normal lv  not  the  most 
exciting  document  to  read:  however,  an  understanding  of  it  is 
essential  to  effective  budget  preparation.  Many  installations  and 
divisional  units  conduct  internal  training  programs  to  assist 
battalion  and  brigade  staffs  with  the  intricacies  of  budget 
formulation.  These  classes  will  include  information  on  how  to 
identify  training  requirements,  how  to  provide  accurate  cost 
estimates,  budget  prioritization  techniques,  and  budget  execution 
information.  Commanders  indicate  these  classes  are  ve*-v 
effective  for  both  budget  formulation  and  execution. 


BUDGET  FORMULATION 


Budget  -formulation  is  probably  the  most  important  step  xn 
the  tactical  unit  -financial  management  cycle.  It  is  important  to 
the  commander  because  it  provides  an  opportunity  to  "come  on  line" 
and  identi-fy  financial  requirements.  The  commander  should,  at  all 
times,  attempt  to  link  together  training  requirements  with  the 
resources  necessary  to  accomplish  the  mission. 

A  technique  currently  used  to  identify  budget  requirements  is 
the  "TOTAL  REQUIREMENTS"  approach.  Using  this  approach,  the 
commander  will  initially  identify  all  training  or  resource 
requirements  without  concern  for  funding  constraints.  Total 
requirements  must  consider  both  mission  and  base  operation 
functions  or  support. 

It  is  not  within  the  scope  of  this  paper  to  discuss  budgeting 
for  base  operation  functions  or  support i  however,  I  must  say  just 
a  little  about  these  critical  requi rements.  When  we  speak  of  base 
operation  requi rements ,  we  speak  of  things  such  as  barracks 
furniture,  dinning  facilities  equipment,  dayroom  furniture  and 
equipment,  duplicating  machines,  office  machines,  administrative 
use  vehicle  requirements,  reenlistment  funds,  morale  support 
funds,  engineer  repair  funds,  and  minor  construction  just  to  name  a 
few.  While  you  as  the  tactical  unit  commander  are  preparing  a 
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training  budget,  the  base  operations  personnel  are  also  pr-ppar  i  no 
their-  budget  requirements.  At  this  time  it  is  important  -tor  vo>< 
to  identity  to  them  your  support  requirements  so  that  they  will  b«= 
included  in  their  next  year's  budget  request. 

The  development  of  a  total  requirements  budget  requires  a 
thorough  understanding  o-f  the  unit's  training  schedule  as  well  an 
other  unique  mission  and  support  requirements.  The  commander  can 
use  the  division  master  traininq  schedule  and  add  to  it  the  unit's 
unique  training  requirements.  These  training  requirements  may  be 
determined  on  the  basis  o-f  the  unit's  last  Army  Readiness  Training 
Evaluation  Program  <ARTEP)  or  bv  using  the  Battalion  Traininq 
Management  System  <BTMS) .  The  unit  battalion  budget  advisory 

committee  (BBAC)  will  work  together  with  the  commander  to  identi-fy 
and  prioritize  total  requirements. 

Once  the  total  requirements  (-figure  2)  have  been  identi-fied 
end  prioritized ,  the  unit  must  estimate  the  cost  o-f  executinq  na-rh 
event  or  requi rement .  The  costing  process  may  be  accomplished 
using  one  of  the  following  three  methodologies: 

<1)  Traininq  Management  Control  System  (TMACS).  TMACS  is 
currently  available  for  use  in  all  divisional  units.  It  is  an 
automated  system  wh’  ch  uses  the  Pulau  7000  mi erocomputer  to 
provide  cost  estimates  for  battalion  training.  This  svstem  uses 
locally  developed  historical  costs  combined  with  equipment  usage 
factors  to  project  future  training  costs.  TMACS  allows  the 
enmmander  to  establish  training  priorities  and  evaluate  tradeoffs 
in  the  tr*»  ting  program.  (2r.  3) 
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(2)  Cost  Factor  Handbook.  A  coat  -factor  handbook  n  us',:-  •• 
in  developing  a  battalion  budget.  The  installation  or  MACC.'ii 
developed  cost  -factor  handbook  will  provide  detailed  operating 
cost  factors  for  all  equipment.  These  cost  factors  may  be  used  to 
manually  develop  a  budget  or  they  may  be  eerily  adapted  to 
on crocomputers  to  assist  in  budget  devel opment .  ( 3i 1 )  For  example, 
the  budget  contained  at  enclosure  6  was  prepared  using  an  Apple 
computer  and  a  cost  factor  handbook. 

(3)  Incremental  Co»t.  Svstem.  The  use  of  an  incremental  cost 
system  is  by  far  more  work  and  it  will  produce  a  less  accurate 
budget.  This  system  involves  making  adjustments  to  last  year 
funding  level  based  on  know  mission  changes,  personnel  changes, 
new  equipment,  and  adding  an  estimated  inflation  factor. 

It  is  important  to  note  that  although  we  develop  an 
unconstrained  total  requirements  budget,  at  some  point  in  time,  a 
resource  limit  will  be  applied  to  the  unconstrai ned  budget.  The 
resource  limit  forces  us  to  consider  two  important  management 
techniquesi  (1)  Unfinanced  Requirements  List  (UFR) ,  and  (2) 
Decrement  List.  Those  items  that  fall  above  the  resource  limit 
will  comprise  the  unit’s  unfinanced  requirements  list  (UFR).  This 
UFR  list  along  with  impact  statements  for  each  requirement  will  be 
forwarded  with  the  command  operating  budget.  It  is  a  good 
management  technique  to  update  this  unfinanced  requirements  list 
at  least  quarterly  and  forward  it  to  the  DFMO  for  considerati on  at 
divisional  command  reviews.  Those  item  that  lie  within  5  */.  below 
the  resource  limit  will  form  the  decrement  list.  Those  items  on 
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the  decrement  list  wculd  oni  v  bf?  usfc^  bv  the  cemmandai  i 4  a 
reduced  funding  level  occurs.  The  decrement  list  oo'  travs  1  ■. 
order  those  training  events  that  would  be  cancelled  if  the  unit 
experiences  a  funding  shortage. 

After  completion,  the  total  requirements  budget  is  forwarded 
to  the  division  financial  management  officer  (OFMD)  fc» 
consolidation  into  the  division  and  installation  command  operating 
budget  estimate  (COBE>. 
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The  next  steD  in  the  tactical  unit  -financial  manaoement  cvc.l>» 
is  the  receipt  of  -funds.  The  unit  will  normally  aet  an  indication 
at  the  -funding  level  tor  the  new  Tiscal  year  in  late  Auaust 
early  September  when  the  installation  receives  the  marked  up 
command  operating  budget  (COB)  from  the  MACOM.  This  marked  uo  COB 
will  be  the  basis  tor  initial  fund  allocation  to  the  units. 
Again,  it  is  important  to  note  that  the  unit  can  not  begin  to 
spend  funds  on  1  October  until  it  receives  written  notitication 
of  funding  levels  in  the  form  of  a  funding  advice  document.  The 
funding  advice  document  serves  as  author i z at i on  for  the  unit  to 
begin  spending  and  it  identifies  unit  funding  levels  bv  quarter 
and  classes  of  supply.  (Repair  Parts,  General  Supplies  and  Self 
Service  Supply  Center). 

If  the  unit's  fundi  no  level  is  less  than  the  tote.) 

requirements  previously  identified  during  the  budaet  formulatin') 

phase,  the  commander-  must  determine  how  to  absorb  the  shortfall 
Two  management  tools  come  into  plav  at  this  time.  The  commander- 

can  use  the  decrement  list  to  determine  what  training  events  to 

cancel  and  he  can  use  TMACS  to  reevaluate  his  current  training 
o' an.  Adjustments  to  training  events  can  be  made  bv  reducing  the 

projected  duration  of  an  event,  the  n-.fr.ber  o-t-  -  ».b)  r.ias  used  o 
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the  number  of  miles  driven. (2:8)  As  a  last  resort,  tht  'u.(.  ,ufh. 
can  cancel  training  events.  This  is  not  a  good  option  because  ot 
the  difficulty  in  scheduling  both  training  areas  and  ammunition 

It  the  unit  is  given  more  -funds  than  requested  (highly 
unlikely),  the  commander  can  use  his  unfinanced  n quirement &  1  i  id 
to  determine  what  events  he  can  now  fund  and  execute. 

With  the  funding  advice  document  in  hand  the  commander  is  now 
ready  to  submit  his  quarterly  expenditure  plan  and  begin  tc 
execute  both  his  training  and  financial  plan. 


QUARTERLY  EXPENDITURE  PLAN 


Apportionment  of 

spendi nq 

i  n 

the 

form  of 

the 

ouart 

er '  v 

expenditure 

plan  is 

requi red 

by 

both 

Federal 

1  aw 

and 

Army 

regulation . 

AR  37-20 

is  t h e 

Ar-my  ' 

s  implementing 

requi at i on 

( f  nr 

the  ant i -def i ci encv  act)  which  requires  apportionment  o-f  spending 
by  quarter.  This  leads  us  to  the  submission  o-f  the  quarterly 
expenditure  plan,  which  is  the  next  phase  in  the  tactical  unit 
-financial  management  cycle.  As  an  additional  note.  some 
installations  carry  it  -further  and  require  a  monthly  expenditure 
plan.  The  quarterly  expenditure  plan  is  a  unit  prepared  document 
which  identities  quarterly  projected  spending  requirements. 


Although  it 

i  s 

not  within  the 

scope 

of 

this  paper. 

socrc 

comments  about 

the 

ant i -def i ci ency 

act 

are 

necessary . 

Th« 

anti -def i ci ancy 

act 

is  a  public  lew 

and  j  n  it 

s  simplest. 

for  nr 

requires  the  following. 

(1)  Apport i onment  of  spending  bv  quarter. 

(2)  No  soending  in  advance  of  congressional  appropr  i  at  i  on . 

(3)  Funds  must  be  spent  on  programs  they  were  appropriated  for; 
for  example,  training  funds  can  not  be  spend  on  construct i on 
pro  j  sets. 

'.4)  Agencies  must  remain  within  funding  limits. 

<b>  Ageru  >  *“s  must  establish  a  system  to  ir-KT  spending. 
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For  additional  information  on  the  anti-deticiencv  act  i  a-f  t  t 
Army  Regulation  37-20. 

The  quarterly  expenditure  plan,  which  is  prepared  upon  receipr 
of  funding  targets,  is  an  important  document  to  both  the  commondwsr 
and  the  installation  for  several  reasons.  First.,  the*  quart »*"!  v 
expenditure  plan  is  used  by  the  DFMO  to  establish  spending  limits 
(commitment  ceilings)  in  the  TUFMIS  Program  for  battalions  and 
companies.  These  ceilings  may  be  adjusted  each  quarter  as  the 
quarterly  expenditure  plan  is  updated  by  the  battalion.  Secondly, 
the  quarterly  expenditure  plan  is  important  to  both  the  commander 
and  the  installation  because  this  plan  serves  as  the  yard  stick  by 
which  budget  execution  performance  is  measured  through  out  the 
fiscal  year.  If  budget  execution  performance  deviates  from  the 
expenditure  plan  by  more  than  plus  or  minus  5%,  adjustments  to  the 
funding  level  will  most  likely  occur.  For  example,  if  budget 
execution  is  significantly  less  than  the  expenditure  plan,  the 
unit  might  receive  a  reduction  in  its  annual  funding  program.  On 
the  other  hand,  if  the  battalion  is  spending  at  a  rate  greater 
than  the  expenditure  plan,  additional  command  emphasis  mav  be 
placed  on  the  Dattalion  to  reduce  future  spending.  The  decision 
on  how  to  reduce  future  spending  might  be  left  to  the  judgment  of 
the  commander  or  it  could  be  directed  from  higher  headquarters. 

The  quarterly  expenditure  plan  displays  the  units  command 
operating  budget  by  quarter.  Through  out  the  year  the  quarterly 
expenditure  plan  (projected  cost)  is  compared  with  TUFMIS  Reports 
(actual  cost).  This  comparison  is  the  basis  for  the  unit's 
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command  review,  and  installation's  budoet  execution  review  'PEP/ 


The  expenditure  plan  is  closely  tied  to  unit  budget  execution. 
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LJ  INI  IT  BUDGET  EXECUTION 


The  commander  has  consider able  latitude  m  the  execution  of 
his  financial  management  program.  He  will  find,  at  the  present 
time,  there  is  no  standard  budget  execution  guidance  throughout 
the  Army.  Financial  management  policies  and  programs  will  vary 
from  one  installation  or  MACOM  to  another.  For  thiB  reason  it  is 
extremely  important  for  the  commander  to  receive  a  thorough  staff 
briefing  from  the  DFMO  or  installation  comptroller. 

The  commander  may  make  the  decision  to  either  central lv 
control  the  funds  at  battalion  level  or  to  decentralize  fund 
control  to  company  level.  The  decision  to  have  central  versus 
decentralized  control  at  battalion  level  is  a  function  of  the 
environment  and  level  of  expertise  of  the  staff.  For  example,  a 
unit  operating  in  a  TUFMIS  environment  would  be  better  able  to 
have  centralized  control  than  a  unit  operating  on  a  nonautomateri 
accounting  system.  A  battalion  which  has  all  it's  subordinate 
units  at  the  same  location  is  better  suited  to  central  control.  A 
unit  with  a  good  financial  management  standard  operating 
procedures  (SOP)  and  effective  commanders  could  better  exeoir.f* 
under  decentralized  fund  control. 

In  tactical  unit  financial  management,  the  commander  should 
use  the  following  generally  accepted  financial  management 
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techniques!  command  r  eview,  battalion  >udqet  advisor  /  c.  <  *;.<» 
1UPM1S,  unfmancec!  reaui  r  snients  list,  and  a  clecr  emnnf  «st. 

The  use  of  a  battalion  command  review  is  a  good  maieopm®  i 
technique  to  measure  Dudget  performance  and  keep  a  bat  t  a 1  > 

within  it  «  fundi  no  leve'  .  Through  the  use  of  month)  v  <  cm  oar  - 1 
reviews,  the  commander  will  be  able  to  identify  problems  earlv  r 
take  corrective  action  to  keep  budget  execution  in  J  inn  wa  th 
projected  fundi  ng  levels.  The  staff  can  prepare  simple  char  „ 

using  the  TUFMIS  reports  as  source  documents,  to  highlight 

battalion  performance.  The  commander  should  compare  p'aiv'? 
performance  (Quarterly  Expenditure  Tj.an  and  TMACS>  aaainst  actual 

performance  (TUFMIS  OUTPUT)  to  identify  any  significant  deviation. 

Trends  of  high  spending  will  be  identified  ea^ly  and  the  commander 
may  want  to  curtail  or  reduce  feture  training  to  remain  within 
funding  limits.  Trends  of  low  spending  may  be  countered  tv 
increasing  training  activity  and  events  or  by  purchase nq  needed 
items  from  the  UFR  list.  An  example  of  a  Command  Review  in 
provided  at  enclosure  !  . 

The  use  of  a  battalion  budget  advisory  committee  ^BBAC>  is  .»n 
«vcrt !  ent  management  technigue.  A  P8AC  is  similar  *n  *•  • 

\  r)  ot  ,5  1  -2  V  *  nn  pr-  nnf  n\  pi  AH  vi  ^O*"*  v/  CT  t.  t  p»  *,  i’  c-  r)'J‘"r'  t 

prepare  the  budget.  monitor  budget  net  for  mance  and  to  ,ifv  >  s«?  *■  m»» 
commander  on  budget  Everutior>.  The  use  of  i  }*d  s  munaoen"'!* 

'•.echnigue  does  not  dopr  ;  ve  the  commander  of  remm-.nd  ^uthgci  t  v 
\n  tp  the  contrary,  the  use  of  this  committee  will  enhance  f 
commander  -»b  *  >  ’  to  man  age  L*v  hr  incirg  <»  !  the  o  u  1  aver 
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the  financial  manaqement  arena.  The  BBAC  will  be  comnr i eeo  jf 
the  battalion  executive  officer  serving  as  the  chairman  *  no 
operations  officer  <S-3)  ,  the  supply  officer  <S~4) .  the  battalion 
motor  officer,  and  r epreeentat 1  vat  from  subordinate  units  (ucuaJ  !  v 
company  executive  officers).  The  BBAC  can  meet  in  ccr.  v  t  i  on 
with  one  of  the  following  time  periods:  the  phases  of  tne  tactic*, 
unit  financial  management  cycle,  the  output  reports  from  tne 
TUFMIS  system,  unit  readiness  reporting  periods  or  it  can  meet  in 
conjunction  with  the  battalion  training  meetinqs. 

As  suggested  earlier  in  this  report,  the  commander  should 

consider  using  both  a  decrement  list  and  an  unfinanced 

requirements  list.  The  decrement  list,  prepared  by  the  BBAC, 
contains  in  priority  order  those  training  events  the  battalion 
would  not  execute  if  there  was  a  reduction  in  the  fundinq  level. 
Trie  decrement  list  can  also  be  used  to  identify  tradeoffs  for  a 
unit  that  is  spending  in  excess  of  the  quarterly  expenditure  plan. 
This  decrement  list  should  be  used  as  a  unit  working  document  and 

not  forwarded  to  hiqher  headquarters  unless  specifically 

requested. 

The  unfinanced  requirements  list  should  be  prepared  for  both 
mission  (training)  requirements  and  base  operation  requirements. 
The  unfinanced  requirements  list  contains  in  prioritized  order 
those  additional  high  priority  training  events  which  could  be 
executed  this  fiscal  year  if  additional  funds  become  available. 
This  list  should  be  updated  quarterly  and  forwarded  through 
command  channels  to  the  DFMO  for  consideration  at  the  divisional 


or 


installation  Frogram  Buclur*^  P"V50'  v  C>  nrmttpp 
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Review,  and  at  the  midyear  c  ommand  budget  execution  rev  pw  rpnr 

The  funding  lev»l  for  a  typical  battalion  could  well  eueef 
Vi .  0  million  and  the  commander  must  have  a  management  system  to 

track  and  account  for  the  funds.  There  are  several  Eyfiti*ni 

monitor  spending  currently  being  used  throughout  the  Army, 
example,  the  Tactical  Unit  financial  Management  System  (TUFMIS 
the  Department  of  the  Arrnv  standard  system  for  use  in  a!* 
divisional  units.  The  Resource  Manaoement  Reporting  System 

(RM/ER)  is  currently  beino  used  for  nonet)  visional  f  irinr;  d 
management  in  Furooe.  Other  systems  such  as  Control  of  Looi'd  i r 
Expenditure  (COLEX)  are  cunantly  being  used  tv  tactical  uni  t  c  ». 

served  Ov  TUFMIS  or  RM/ER.  As  the  Direct  Support  Unit  Standard 

Supply  System  (DS4)  is  extended  throughout  the  Army  in  1985. 

TUFMIS  will  became  the  standard  system  for  monitoring  tac'  i  --n  • 
unit  financial  spending  in  the  A^mv, 

TUFMIS  orov? des  the  commander  with  an  automated  system  vo 
monitor  end  control  fhe  s**nt**s  of  funds  with'n  the  unit.  *r  i  ir- i-i  t  o 
is  a  checkbook  type  system  that  will  provide  the  commander  week 1 \ 
reports  showi  no  the  status  o'  unit  funds.  TUFMIS  i  s  desianed  *  "• 
orovi  the  d’ visions!,  or  non-di  v:  sionsi  commander  n  and  mr.r.ng.-.- 

with  dollar  value  information  on  supply  issues  by  on  •  l.  .  '' 

aval labi  1  i  ty  of  funds  tc  purchase  suppl ’ en,  and  to  entwoor i ?  «■. 
material  exoend  i  turps  bv  tvne  of  weaDcin  system.  (4:  34-421 

TUFMIS  has  three  wcpk! v  reports  which  are  of  interest  to  the 
commander  and  bis  stwJ  !  •  «  te  T-omri  9  .-count  i  re  fur  Unit  .  ?  ■ 


Report  <  PCN  AVE-85A)  enclosure  2,  the  Commitment  Plcoj.',  l  1 1. 

Summary  Report  (PCN  AVE-85B)  enclosure  3,  the  Equipment  Oper»<  : 
Report  (PCN  AVE-95A)  enclosure  4.  <4t3) 

The  commitment  accounting  -for  unit  -fund*  report  qiveii 
detail  listing  of  all  valid  unit  requisitions.  All  vaIiC.  suppi  ■ 
transaction  will  appear  on  this  report.  This  report  should  bn 
reconciled  with  the  unit  document  register  weekly  to  determine  the 
validity  o-f  transactions  processed  and  charges  against  the  unit, 
i-f  a  transaction  has  been  processed  erroneously,  research  into  the 
transaction  should  be  conducted  and  corrective  action  taken.  This 
report  may  also  be  used  by  commanders  to  discipline  the  supply 
system.  For  example,  the  commander  may  select  a  few  transactions 
from  each  cycle  and  verify  that  supply  personnel  have  completed 
the  transaction  by  closing  out  the  document  register,  and  updated 
hand  receipts,  and  shortage  annex's.  This  type  of  command  interest 
will  significantly  reduce  any  fraud,  waste,  or  abuse  in  the  supply 
system. 

The  commitment  accounting  summary  report  provides  the 
battalion  in  summary  form  the  dollar  value  of  transact i one 
processed  by  class  of  supply  by  unit.  This  report  is  used  to 
insure  the  total  expenses  for  each  unit  have  not  exceeded  their 
funding  targets  for  the  period.  This  report  may  also  serve  as  the 
source  document  to  prepare  charts  for  the  battalion's  command 
review  and  as  a  tool  for  the  commander  to  make  company  lev=; 
comparisons.  Reprogramming  of  funding  targets  may  be  necessary  i f 
a  unit  exceeds  their  funding  targets. (4:34) 
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The  equipment  operating  coat  -eport  lists  by  unit  the  c.us'  h 
operate  various  weapon  systems.  This  report  is  used  To-'  r. nr-  »-*r< 
budgetary  controls.  It  also  may  be  t.spd  to  determine  listtal  j 
equipment.  operating  cost  factors.  For  "xamole,  it  the  repai- 
parts  cost  to  operate  a  particular  type  ot  vehicle  tor  the  oua*  t>mr 
is  $25,000  and  this  fleet  of  vehicles  operated  50,000  miles,  vi<-' 
cost  per  mile  would  be  $0.50  for  repair  parts. 

TUFMIS  as  a  raanaasmsnt  tool  has  been  i  n  operation  for  m>vp'  ■?' 
years.  It  is  not  a  perfect  system,  but  at  the  same  time  one  must 
recognize  that  it  will  save  the  unit  many  long  hours  of  work  x» 
tracking  supply  costs.  There  are  always  system  upgrades  in 
progress  and  users  of  this  system  are  encouraged  to  submit  system 
change  request  to  Fort  Ben  Harrison  (ATTNt  DACA-FAC-L). 
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SUMMARY 


In  summary,  there  are  many  conclusions  that  can  be  drawn  "from 
this  report.  Financial  management  in  the  19B0's  is  a  very  dynamic 
process.  Significant  dollars  are  involved  in  tactical  unit 
financial  management.  Commanders  must  qet  involved.  A  good 
understanding  of  the  tactical  unit  financial  management  cycle 
combined  with  the  use  of  associated  management  techniques  such  as 
battalion  budget  advisory  committee,  an  unfinanced  requirements 
list,  a  decrement  list,  and  periodic  command  reviews  will 
significantly  improve  tactical  units  financial  management. 

Commanders  must  play  an  active  part,  because  they  are  being  held 
accountable  for  financial  management.  As  commanders  face  future 
shrinking  resource  levels  and  qrowing  mission  requirements ,  the 
challenges  multiply.  Experience  in  recent  years  clearly 

demonstrates  that  commanders  who  play  an  active  role  in  financial 
management  and  those  units  that  have  incorporated  financial 

management  techniques  suggested  in  this  paper  are  able  to 

effectively  managed  both  internal  and  external  factors  influencing 
financial  management  in  the  Army  today. 
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F'<  IF  C  OMII'1  IF  fvl  O  r\  I  I  OfxJti 


i.  Increase  emphasis  on  consumpti on  of  resources  bv  ind'jduvj  ^ 
comment  on  officer  and  noncommi ssi onnd  officer  efficiency  reports 
relating  to  "efficient,  use  of  resources". 


2.  Expand  the  capabilities  of  the  Training  Management  Centro! 
System  (TMACS)  to  provide  a  more  comprehensi ve  command  operating 
budget  estimate.  For  example,  TMACS  should  include  detailed  cost 
information  by  class  or  supply  or  TIJFMIS  cost  factors  could  be 
linked  to  TMACS  cost  estimates. 


I  ntsgrate 


noncommi ssi oned 


financial  management  t^aininq  into  nil  offx»*«!- 
officer  formal  training  schools. 


4.  Recommend  the  US  ARMY  Finance  Center  establish  standard! ?pd 
tactical  unit  financial  management  guidance  and  systems  for  use 
through  out  the  Army.  inis  guidance  should  include  much  of  F -t- 
i  nf  orm-at  i  on  contained  in  this  report. 


5.  Recommend  the  Tactical  Unit  Financial  Management  Syslrn 
FrUFMIS)  AND  Resource  Management  Expense  Reporting  System  (RM/ER> 
he  rorabinbu  r  :>  ;  i>c..Uid«?  t.hp  pp~t  features  of  both  programs. 
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b.  Provide  to  the  commander  sufficient  information  so  he  know-> 
both  "What  is  expected  of  him  and  how  to  accomplish  the  financing 
management  task". 

7.  Commandars  shoud  bacoma  familiar  with  the  publications  list  in 
the  bibliography  and  the  commanders  checklist  at  enclosure  6. 
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TMENT  ACI 


ITING  SUMMARY  REPORT 


ENCL  3 


TOTALS  FUK  CYCLE  SIS, 706.84  *3.1*:. 76  SO. 00  S18.8S>».60  S170.169.0S  S1S1.3C9.4S 


ENCL  4 
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TACTICAL  LJtNil  ”  '  ...J  ^InII>E£  f  r  i 

F-INANCIAL  LZt  IECKL  IS! 


1.  Do  vou  know  the  funding  mm  lino  limits  allocated  lo  the  um  4 

2.  Do  -fundina  reilina  limits  aarpe  with  those  fiqures  reported  t"/ 
the  division  hnanrial  manaqempnt  oH-icp7 

3.  i.s  the  unit  maintaini'iq  a  I  l)Y  control  loo  to  plan,  p'our-  -  c 
and  control  TDV  spending7 

A.  Have  spendinu  ceilinqs  been  distributed  to  each 

oompany/acti  vi  tv  as  nscassarv  to  meet  mission  and  t  r  a i  n 1  n  q 
r  pqui  rement  5  7 

5.  Do  financial  managers  at  battalion  and  company  review  each 
rUFMIS  printout  verifying  high-dollar  ($250)  and  large-  auant i ts 
requi si t i ons? 

6.  Are  battalion  and  company  -financial  managers  accurate1- v 
posting  TlJFMIS  results  to  1  hs  checkbook  rpoxtl  ’ 

7.  Have  procedures  been  established  to  track  and  manaoe  spending 
(requisitions)  as  they  occur7 

9  Do  supply  and  maintenance  personnel  exercise  qood  judgment  and 
constraint  m  processing  requisitions? 

9.  Is  there  a  yearly  spending  plan  that  will  provide  new  and 

replacement  items  (wall  locker 5.  furniture,  mechanical  kitch^- 

equipment,  drapes,  etc.)  for  troop  quality  0+  1 1  f  *.?  f  >*•  s  the 
items  on  order  ear.lv  in  the  ?Y  7 

Id.  Are  rnD1  e«;  of  local  -rune  oanaqemont  guidance  available'1 

11.  Co  vou  know  what  a  violation  of  the  ant  v  -def  1  c  1  enev  act  is-' 

12.  Does  the  battalion  have  a  battalion  budget,  advisory  committee 
How  often  does  if  meet7 

13.  Does  che  battalion  hav»  periodic  command  reviews? 
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ENC.L  5 


SAMPLE  BATTALION  BUDQET 


This  sample  battalion  budcjet  was  created  usina  an  Apple 
computer,  the  VISICALC  Program,  and  cost  -factor  handbooks.  Tru? 
spreadsheet  can  use  either  VISICALC  or  MULTIPLAN  Programs. 


The  spreadsheet  is  set  up  so  that  the  user  must  enter  the 
-following  data: 

(1)  Current  and  projected  unit  strengths,  (military  manyears-MMY ) 

(2)  Standard  cost  -factors  from  the  MACOM. 

(3)  MTOE  authorized  vehicles. 

(4)  Projected  vehicle  mileage. 

(5)  Production  level  for  material  mission  cost. 


This  budget  worksheet  will  allow  the  battalion  staff  to 
perform  analysis  in  developing  the  budget.  It  offers  the 
commander  the  ability  to  analyze  alternatives.  It  can  also  be 
used  to  forecast  training  event  cost  by  using  Part  VIII  of  the 
worksheet. 
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PART 

PART 


PART 

PART 


PAP  T 


BUDGET  WORKSHEET 


Is  UN 7 T  205  TH  TRANS  BN  (AV.IM- 


I  Is  MILITARY  AUTHOR  I  ZFD  STRENGTH  (MMY) 


FY  83  MMY 
FY  94  MMY 


556 

645 


CHANGE  89 

Tils  CHEMICAL  DEFENSE  COST 


FY  84  MMY  STD  COST  TOT  COST 


INITIAL 

SUSTAIN 


B9 

645 


TOTAL 

I Vs  CL  VIII  MEDICAL  COST 


240  21360 

53  35475 

56835 


FY  84  MMY  STD  COST  TOT  COST 


INITIAL 

SUSTAIN 


89 

645 


1 00 
'0 


E900 

6450 


Vi 


TOTAL  > 5350 

CL  II  &  IV  GENERAL  SUPPLIES  <  INCLUDES  SSSC) 


FY  94  MMY  STD  COST  TOT  COST 

6 '5  279  *  77-.V3 

V  I  :  )  Tv  COS  r 

CEILING  ADMIN  MISSION  TOTAL 
FY  84  9927  29625  39552 

VI  Is  FLYING  HOUR  PROGRAM 


V  1  PE 

AUTM  MOORS 

pro  COST 

TO  J  COS 

UH-l 

?.  K3 

*  4 1 

1  4900 

OH-38 

1  123 

1 34 

16730 

UK- 60 

4  90 

598 

53820 

TOTAL 


68720 


FART  VI 1 1 1  CL  III  &  IX 


VEHICLE 

AUTH 

MI/VEH 

TOTAL 

MILES 

CL  III 
PER/MI 

TOTAL 
POL  % 

CL  IX 
PER/MI 

TLJ  ’.'k 

CL  IX 

M35 

10 

3000 

30000 

0.  24 

7200 

0.39 

1  1 70i 

M36 

0 

6000 

0 

0.  22 

0 

0.  21 

o 

M49 

4 

300 

2000 

0.  27 

540 

0.21 

420 

M52 

11 

3000 

33000 

0.  38 

12340 

0.21 

6930 

M54 

1 

12000 

12000 

0.  34 

4080 

0.4 

480n 

Ml  09 

0 

6000 

0 

0.  26 

0 

0.21 

0 

M123 

0 

500 

0 

0.  63 

0 

0.87 

0 

M151 

11 

400 

4400 

0.  11 

4B4 

0.  17 

74P 

M543 

2 

12000 

24000 

0.  33 

7920 

0.37 

8880 

M813 

0 

12000 

0 

0.  33 

0 

0.4 

0 

M880 

9 

5000 

45000 

0.2 

9000 

0.31 

1 3950 

M275 

0 

12000 

0 

0.  31 

0 

0.12 

0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

0 

TOTALS 

48 

130400 

41764 

4  •  28 

PART  IX t  MATERIAL  MISSION  COST  (DIRECT  SUPPORT  MAINTENANCE) 


PROGRAM 

STANDARD 

PRODUCTION 

TOTAL 

ELEMENT 

COST 

LEVEL 

COST 

AIRCRAFT 

1956 

249 

487044 

A/C  COMP 

84 

133 

11172 

AVIONICS 

38 

122 

4636 

QSS 

10  7.  DS 

48704 

DX 

199 

200 

39800 

ASL 

107.  DS 

48704 

TOTAL 

704 

640061 

RT  X:  BUDGET  SUMMARY 

PROGRAM 

FY  83  AFP 

84  1007. 

84  957. 

84  1057. 

CHEM  DEF 

45248 

56835 

53993 

59677 

CL  VIII 

14869 

15350 

14583 

16118 

CL  III 

43529 

41764 

39676 

43B52 

CL  IX 

52458 

47428 

45057 

49799 

CL  I IftIV 

167888 

179955 

170957 

188953 

FLYING  HR 

68999 

68720 

65284 

72156 

TDY 

39555 

39552 

37574 

41530 

DS  MAI NT 

465775 

487044 

462692 

511396 

QSS 

37500 

48704 

4to269 

51 140 

DX 

35444 

39800 

37810 

41790 

ASL 

46958 

48704 

46269 

51140 

TOTAL 

1018223 

1073857 

1020164 

1127550 

BIBLIOGRAPHY 


Comptroller  of  the  Army.  IHt  ARMY  BUDGET  FY  Bb 
January  1984. 

Comptroller.  FORSCOM.  BATTALION  COMMANDERS  MANUAL  FOR 
TRAINING  MANAGEMENT  CONTROL  SYSTEM  (TMACS) 

Comptroller,  FORSCOM.  FQRSCOM  COS  T_  FACTOR  HANDBOOKS 
VOLUME  1,  2,  &  3  December  1983. 


Comptroller  of  the  Army.  TACTICAL  UNIT  FINANCIAL 
MANAGEMENT  INFORMATION  SYSTEM  <TUFM I S )  MANUAL 
February  1981. 


